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Nays_that higher edncation instiﬁutions can improve
" theic dG|pliance procedures in responding to external requasts for .

‘reports .and inforsation are addressed. Imnstitutiohal officers aust,

- first deterai bov the data will be used by the external agency. Br
.questioning how\the requested information will he used, a
deteraipation « be made of what kind of data is actnal;r required.

;xr Institutional officers alsc need to ask uhethernlaus protecting the

.privacy of ipdividuals whose records are held will not be violated.

... Bach 'Tequest: for data SnoﬁIa\be analyzed for its probable cost to the

- :nstitution. The effective collection of znstizut onal data reguires

-\

. N 15t seven steps, which ate listed (including motifying affected
'1§\ departlents. .preparing approprxate data reporting foraats, and
‘Ancorporating the edited, tabulated data inte: #he institution's

. ini~#mation management systes, or filing it, orf recording it as an
‘Woccasjonal Tepoxrt%). The institution also needs to mopitor the
analysis of its data By externai agencies to asSure that the reported
- information is &naiyzed adeguately and properiy.\An exesapie of

-~ recurring, inadequete agency amalysis of institutiomal _data is the
tendency of state &gencies to ignore the distinction between fixed

. and- variahle costs faced by instztutions vith flucruating
enrollnantsa BY Teviewing the agency’s use of data in .

. decision-making, the institution can judge uhethe; to provide a
sinisus of information  or-sore extensive data, Once every three
years, college and univérsity adsinistrators should prepate a careful
susmary tabulation of the. nusber of external data requests that they
haue.recﬁ;ved and the ways in which each was processed. (SW)
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N leges and universities. The
bility in the cspenditure of public funds requires govern- _

.2 Y V\The. Association
. ,'J“ R . . " "{/J
INSTITUTIONAL RESEAKCH AND
EXTERNAL AGENCY REPORTING
RESPONSIBILITY .

\ W : '
s '\ L. e ; : 4
The public interest, which must be recognized by *

public instittions, and the need for instittionaland .

Scholarly autonomy come into conflict at many.
points, and nowhere is thig.more critical than in the
_development of a comprehensive system-wide infor-
mation system.’ Knowledge is power, and prior in-
Jormatjon results in prior power. The demand for
additional information by coordinating boards and
their staffs can be expected to-grow-—and grow—and

: Feed C. Harcleroad*

Reports are used to judge the performance of col-
pubilic demand for accounta-

-ment to request and smdy performance. reports from

pablic institutions on a regular basis. Because expendi-
tures-for higher education consume 2 large share of 1otal
state revenues, legislators, govemors, and the staff mem-
Bers of thicir supporting agencies have joined to create 2
multitude of:reporting responsibilities for the officers of
colleges. and universities. Most institutions of higher
education have litle chdice but 1o issue the requested
reports since they are dependent for continued support on
the beneficence of the public and its government agencies.
They can, however, improve their compliance
by following several steps.’ o, '

Analyzing the Request for Data ‘

M
t

Determining how the data wilt be used. Inorderto -

comply approptiately with a data request from an extemal
agency, institutional officers must first determine how the
data will be used.;Unless such a determination is made, a
responding Lastitutional officer may supply data which is
unsui or the contemplated study. If the agency staff
ogiize the unsuitability of the data, the institution will
probably berequested to generaie a second, costy run of
information. If the data’s inappropriateness is nof recog-
nized, the agency may publish false or misleading
information—ultimately an embarrassment for both the
agency and the institution. /

. “Itis important that a state agency be selective in (he
process of identifying data items,” Roger Bassett (197%a, _
pp. 14--16) wiote in a publication of the Natipnal Center
for Highdg Education Management Systems (NCHEMS),
“avoidingl.2 collect-evetything approach. . . . A state

' agency must consider institutional resources and

capabilities, both-short-term and long-term, for providing
data.” \

*In Joseph D.*Boyd et al. (1971

" tabulating, and editing data that may

procgdnres

.. * information it has requested— thatis, whether su
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" To determine what kind of data is actually F2quired,
the institutional data provider should ask the'agency staff’
how the requested information will be used. Agency
refusal 1o be specific in response to this question should be
viewed as a danger signal, indicating thatno particular use
has been identified and that the dfts might not be used®at
all. The documented existence of much unused data in
state.agency information systems (Dressel & Associates,
1971, p. 296; Purves & Glenny, 1976, p. 142) strongly
suggests the need for a reduction in the number of data
requeésts. The collection of unused data is very expensive
"“n0 matter how efficiently it was obtained™ (Bassctt,
19792, p. 19), and, because institutions' must bear the
costs, they should be éxtremely wary of coliecting,
never be used by
those to whom it is delivered. T ]
The first tagk, then, inii ing institutional proce-
dures for the g¢ncration of data is the establishiment of a
‘policy that é institution will not fH ts for data
unless | specifies how the; will be
used. To do anything less will encourage the collection of
i jate and misleading data and may overtax the
institutional capacity for data generation.

the agency’s right to know, After

deterinining the nature of the request and the likelihood
thatdata will actually be used, institutional officers should
ask whether the agency has the-right to reoci‘:e the
ission

of requested data would result in the violation of laws
protecting the privacy of individuals whose records are
held by the instimtion. The Family Educational Rights
“and Privacy Act of 1974 (the so-called Buckley-Amend-
mem) requires the consent of stadents of their parents for
therelease of individual student records (Public Law
93-380, Title IV, Sec. 438, as amended, 20 U.S.C. Sec.
1232(g] Supp: IX, 1974). The Privacy Act of {974 (Public
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Law 93-579, 5 U.S.C. Sec. 552{a}) prohibit3 the use of .

- social security numbers as publicly available file iden-
tifiers. In addition, a number of states have ldws designed
to profect the privacy of citizens and their records (Hol-
lander, 1978, p. 53). Dressel and Associates (p. 296)
note the concern of institutional research officers for the
protection of confidential records within their care.
Computer-based records are, in some ways, more difficult
fo protect than are paper records for they are part of a

« larger. collection to which many people may have at least
partial access. College and University Business Adminis-

1
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tration, a manyal of the National Association of College,
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and University Business Ofﬁ:ers (1974, Sec. 2-5,p, 9) ResponSlbllll}' falls to the officets of institutions to
. warns that “considerable guantities of confidential mfor- carefully analyze each request for data in order to deter-

* matioa-relating to individuals are stored in computers. mine its probable cost. .

- Depeénding on particular circumstances, the deliderate 2 T ¥

revelation of such data (through sllowing access to com-  Collecting the Data o

-puter tiles) may constitute actional ifivasions of privacy.” The effective collection of institutional data—once a
“ The wholesale sharing of an mmtuuonal information decision has been made to comply with an agency

system with staff of a state agency would be likely.to be réquest—is not a simple process rather, it requires a

constrad as an irresponsible, deliberate viglation of the  number of sleps:

fights of individuals whose records afe stored there. | l. Affecteddepamncnls ofumls must be notlﬁed of -

2 Therefore, when faced with a request for data, col- the study.
" lege officers should avoid transmiting it in a format, . - 2. The inventory of exlsung data bases must be
formats, which could compromise the private moords of © reviewed.
individuals whose privacy is protected by law. . ) 3. Appropriate formats for reporting requested data
. Determining the probable cost, Finally, each re- mustbe prepared, if they do not already exist. .
quest for data should, following the NCHEMS recom- - 4. Responsibility for actually collecting the data
mendation (Rassett, 1979(a), pp. 14--16).be analyzed for ;  must’be delegated organizationally.
its probable*cost to_the institution.*A state agency_in- * 5-The datai‘ollected mstbeproperly tabulated and
kerested in theeffectiveness of college programs mightask - . edited. 7
colleges to annually survey alumhi satisfaction with those f‘ 6. The edited data must be propcrly and promptly .
programs. The purpose for such a survey wouldbe toyield reported to those who requested it (and to othérs
- valuable information on the performance of the college. , . who haveghe right and need for it):
But what wobld be the costs of the immense data collec-  ° 7. Thedata must ditherbe incorporated permanently
_tien effort? Could the college realistically be expected to into the institution’s internal management infor-
- -finance it from current “appropriations? What resources mation system of be filed or recorded as an
would it draw from the main work of the college, !hat:s occasmnalrepon in a place readily accessible
the instruction of students? to institutional managers who could use it to
Requests for unreasonably complex collecpoas of improve their performance. . '

-

data—like requests for information that will pever be
used—cost institutions moncy which might beiter be MonitoﬁngtﬁeExmmlAgeney sAmesBottheDala R

© spentot instruction, service, and research. Unfortunately, Colleget and universities cannot afford 1o’ assume
- there is evidence that state agencies.are not dlways aware that agencies will make fair and effective ‘use of data— -,
of what coastitutes an unreasonably cemplex request: faulty agency analysis is all too common. Branches of SR

Pugves and Glenny (p. 179) report finding no cases of state_government, and the agencies which they have
- careful documentation of software costs incurred by in- creaied, frequently succumb to the temptation to make
stitutions in the course of establishing data bases for the ﬂwymmmendambasedonjustacumryexmm-

ali i of what Purves and Glenny (p. 148) cali collections of

g of repofts to external agencies. .
Estimatds of cost must be based on a thorough “assemblyline” data such as degrees granted or student
tanding of the steps requised in fulfilling a request  hours generated. (Sec Berdahl, 1971, p. 119, for additional :
for data: examples of shallow anlaysis )Faullyagencyanalymsm

;l Analyzing the request for data R effectively undermine accurate institutional reporting of
2. Collecting the data . performance data. No mattef how ‘carcfully institutions

| 3 Monitoring the agency’s analysis of the data collect, tabulate, edit, andrepondau.dmffoﬂswdlbe

= Remwmgtheakcncysuseofﬂwdaumdm- futile if. the subsequent’ analysis leads to-conclusions
sion ndaking which do not truly reflect the data. Because: colleges and

5. Evaluating the institation s data-reporting proce-  universities invest an important part of their resources in
dures. the gencration of information for extermal agencies, their
Cost snalysis of daia requests should improve as own interests require that they monitor agency analysis to o .
institutions begin regularly to evaluate their data- assure that reported information is analyzed adequately
ing systems. Lacking such cost studies, college - and y. ' ‘
cers can roughly estimate the institution’s capacity tp . The analysis of college-generated information is not ) .
promptly and.effectively by reviewing the sieps  a simple matter, however. The commen denominator - e
"required to meet an individual dats request. If the.jnstitu- (money) which links effort (expenditures) and production
cannot commit sufficient funds to the task, the request (profit) in the private sector (Anthony, 1965, p. 41) is 1
or data canbe retumed immediately, with an explanation, ,  lacking in college’, and universities. Money canmt be
agency which issued it. If the total request, or sorse _ used 1 measure ine performance of educational institu-
of it, seem especially complex and time consuming, ¢ tions because their products are not sold;on the open |
" the institution might request « division of the request and market.. B!causugencyanalystsoﬁenémncfrombact
siate support for the more complicated, demanding tasks. grounds in business and industry, however, there is a

Wﬂnmqmuwble,meexmﬂagemym tendency for them to balance effort and production in
be informed immediately of thevinstitution’ intent o judging the performance of institutions. When such as- .

comply and of the projected umetable . semblyline analysis is not linked to an understanding of _

2 The P;dimona! File
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msututmal mission .and quality, quesuonablc conclu-
sions are reached.

« Good programs. mote experienced educational
analySts know, fréquently cost more money because they
require more and better resources. This is not to say, of
colrse, that-the more expensive a program is, the greater
its quality is. Itisto say that programs cannot be judged on
economy of operation alone. Uniqueness-of mission may

- also drive the costs of academic proghams upward. For
example, a state may depend on a given university to
produce a constant flow of licensed veterinarians. The
question, then, will be whether that university should be
fanlted for “inefficienicy” because its small program in

- veterinary medicine produces student credit hours at a cost
higher than that of similar programs in neighboring states
with larger schools of veterinary medicine.

: An exemple of recurring, inedequate agency analysis
of institutional data is dotumented by Putves and Glenny

. {pp- 145 & 148) who note the tendercy of state agencies to

lgnorethedasuncuonbetweenﬁxedandvmablecosts
faced by institutionis with fluctuating enrollments. Al-
though, for example, it may be simpler for legislators to
send tiree hundred dollars moreto acollege foreach extra
ftdi-trmesmdenmemolls {ortodeduct alike amount from

.its appropriatiofi for cach student not enrolled) it is a fact

that an extra’ student enrolled causes only a marginal
increase in costs. Although that extra student may require

a dormitory room, textbooks, <tc., he or she creates no

additional need for sidewalks, ad:mmstnuon buildings,
of classmom heat. The savings of a single "disenroll-

m;m ate, similarly, marginal. Nevertheless, state agen-

"cies continue to recommend appropriations based on

enrollment ddta alone...

Professlonal researchers agree that staie ageney

mc:gdata should take into account the unique
lustory ioft, and geographical location of the college
or university in any judgment of its performance (Dressel

& Associalgs, pp. 296-297; Bowen & Glenny, 1976, p.

257). Yet, such considérations complicate the task of

analysis and, for that reason, they may be ignored by
agency staff who must straggle with limited resources
agmnst a serics of imminent deadlines.

Who can hold the staff analysts to account for their
work? Agency directors ate poor candidates, fof they dre
likely to be more concerned about the capacity of the
agency to deliver some sort of analysis ontime than about
the uacy of that analysis. Agency directors are ac-
countable 0 executive or legislative dranches of govem-
ment and are employed by elected officials who hope that
the agencies can defuse volatile political issues. The {dea
that political decision making can be teplaced by the
analysis of governmemtal staff is what Bogustaw (1965, p.
191) calls the-ideai of the “new utopians. * In the New
Utopia, political problems are assigned to agency staff
who make decision-oriented recommendations based ¢na
“study " of “data. ” The politicians then follow the advice

of the staff -and, if ¢riticized for their decisions, take ,

refuge behmd the “analysis” which the ageucy staff has
performed.

If lhequalﬂy of agency analysis is to be momtored
" and controlled, it wilthave to be fnohitored and controlled
by representatives of tl:c; colleges and niversities. -
]

g

r
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" Reviewing the'Agencv’s Use 6 Data in Declsion

Ifareview of the relationship between reports of data
and subsequent decisiogs reveals that an agenc;” routinely

" collects institutional data mmly to butiress decistons

which its staff, or influential politicans, have already
made, institutional officers should reevaluate their proce-
dures for responding to that agency’s requests for data
(Purves & Glenny, p. 143). For exampie, if an agency
persists in recommending that funding be tied to raw
enrollment figurps, a university wbuld probably be wise to
forego claborate explanation of the unjqueness or quality
of its programs. If budget requests are routinely cut by a
standard percentage, regardless of demonstration of need, °

. An institution mlghl consider submitting a "‘dream

budget” request in order to receive the sort of appropria-
tion which is actually needed to support a viable academic
program. Inacnhercase, where a state agency does not
utilize the data in a serious way, an institution may cut
costs of data collection significantly by rewsmg |ls
methods of responding.

- On the other hand, 1fpollcydecls|onsmmadcasa N
result of cafeful asency anatysis of ansutuuonally derived
data, colleges and universities would *do well to invest
more of their resources in carefully collecting , tabujating,
editing, and reporting data to-state agency staffs. Whether
college officers spend more or less of their limited re-v
sources on the generation.of data for state agencies should
depend on whether they are dealing with new utopians or
with what Williams (1965, pp. 177-178) calls the “hu-
man" decision makers for whom the Smaster of recorded
facts is only 2 preliminary: in arfiving at academic
policies. ” For these, he says, “nothing can'supplant the
human attributes that must come into play: sympathetic
intelligence, imagination, courage , and integrity.  For the
new ulopian, as we noted carlier, human attribuies are
more trouble than they are worth. Rather than engagmg in
the kind of debate which serious analysis tequires, the.
utopian prefers to utilize data to suppost the prompt,:
efficient administrative delegation of decision inaking
(Purves & Glenny, p. 143). .

_ When colleges are faced with data requests from a
new-utopian agency or legislative staff, they have lile
choice to respond as players in a_political game
designed by the staff or the govemmental body which
created the agency and which uses the staff in a new-
ulopian style. In order to protect their institutions against
those who use facts merely to support previous decisions,
college and umw:tsn!y officers may decide to povide,just
a minimum of information; suchanammdelsah‘eady
common among institutional officers in states/ where
agéncies are the pawns of political interest grougs rather
than conduits forthe flow of accurate and reliahle informa-
tion (Mullcr 1964, p. 23).

Evaluating Data-Reporting Procedures .

» Once every three years, college and university ad-
ministrators should prepare a careful summary tabulation -
of the number of extemal data requests which they have
received and the ways in which each was processed. Who
was assigned the task of filling the request? With whom
were the reports filed? To what extent did the generatio.of

»

1

. The Professiond! File 3




/

pt:ovmg their ability to respond to extem

\

‘repons improve the databascsoflhe institutional ml‘orma

tion system? Oniy through such monitoring proceduses
will the real institutional costs of generating data (in bolh
time and money) be calculable.

All who are,assigned the responsibility for respond-

- ing to externat dataTequests should have the advantage of

training based on the lessons learned from such careful,
periodic monitoring.: 1deally, the director of institutional
research—familiar both with technical methods for im-
proving institutional reporting and with the intemal and

external political problems which such reporting can

create—would be respodsible. for both the monitoring and
the training. In the absence of an office of institutional
tesearch, the executive officer of a college might consider
the preparation of a manual to guide those who have
reporting l'cspOllSlbllllles The mgnual should cover the
steps outlined in this paper—from analysis of the data
request to ways in which institutional response to data
requests might be evaluated.

Although the instittition s gefieral policy toward data
collection efforts by stafe agenci¥s may not be capable of

encapsulation in the manual (especially in states where -

new ulopians controt state agencies), the manual can
specify the need to consult with ranking executive officers

.of the institution prior to providing agencles with the

informagion they. request. The political conlext which

‘affects .agency-institution relationships at that time can

then be reviewed.
No matter how institutions glecldc to g0.about im-

information, lhe task will not be simple; ting in-*

_ formation is mote complicated than it might seem, The

complexity is compounded by political considerations

‘which shape the meaning and significance of data re-

quests. The policy of simply giving agencies what they
ask for has been by some. Berdahl, for

" example, (1971, p. 16]) stated that {f “inStitutions can

their distaste at having to fill out another set of
papers, : -. they will probably soon leam that board
reactions will tead to be pro forma and thus fairly easy to
live with.” Such a view naive, for agencies
frequently ask for data which they do not need and cannot
use or, worse, which they may misuse. Purves and Glenny
(p. 159), for,cxample, note that, in the view of some
persons, state-level requests for information are Some-.
times made "snmply to place the: institution on the defen-
sive orembarmss it because it cannot provide the data.”
Carlson (1975, P 102) states that the sheer volume of
steadily increasing data requests is, ;itself, reason for
taking a more sopiusncawd stance in response 10 state-
level agcncyp;lata requests.
The strategy of giving agencies all they ask for,
hoping that they will eventually "choke” on-the mass ol'

-data that is provided, hasn’t worked. "'State ageficies,”

according to Cohen (1975, p»4), “are like Hydras—if one
chokes on the mass of data you shove in its craw, two
others spring.up by its side.” If the Hydra is to be
oomlmed eﬂ'ecﬂvely, institutions must take the initiative

ving the rationality (and, thereby, the efficiency)
af their procedu:es for submission of informafton to
.external sgencies, In the end, the paperwork burden will
be relieved only by !hose who are now compeilegl to béar
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